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Introduction

DEVELOPING A LEARNING WORKFORCE: AN iiv\TRODUCTION

In 1991, the Department of Adult Continuing Education at the University of Leeds began a
two-year research project into the nature and growth of Employee Development learning

programmes within the workplace. Funded by the University Funding Council, the research
programme aimed to:

1) investigate the extent of Employee Development (ED) learning programmes within
British companies and public sector services;

ii) analyse the reasons and circumstances within workplaces, in Britain primarily but also
elsewhere, that gave rise to ED programmes, and

1i1) explore the varied nature of ED programmes.

By 'Employee Development' schemes, we mean all those training and education initiatives in
the workplace which:

a) provide a major focus on the personal development of employees. ED schemes may
encompass job-related learning but are broader than job-specific training;

b)  provide learning opportunities for substantial sectors of the workfo-ce previously excluded
from job-specific training and educational initiatives especially for those employees with
limited previcus formal education experience;

c) provide an employee-centred learning approach with learning choices and opportunities
available to participants;

d) provide on-going learning opportunities rather than a one-off opportunity;

the programme,

e) involve employees and/or their trade unions in the origins, development and administration of

f)  encourage the right to tearning while at work.

In September 1991, the research programme began with a national conference 'Towards a
Learning Workforce', organised in conjunction with the National Institute for Adult
Continuing Education (NIACE). In July 1993, the research work was concluded with an
International Conference, Developing a Learning Workforce'. Involving employees, trainers,
policy-makers, employer's representatives, trade unionists, researchers and adult continuing
educationalists, the 1993 Conference provided the opportunity to examine in detail Employee
Development initiatives from Europe and North America over a three day period. The papers
collected in this volume represent a majority of the presentations delivered at this Conference
and, as requested, will be distributed to all the Conference participants, together with the Final

Report from: the 'Adult Learners at Work' project at the University of Leeds (Forrester, Payne
and 'Ward, 1993).

The case-studies and presentations for the Conference were deliberately diverse with various
organisational frameworks, differing objectives, sectors and locations. These are outlined in
the second part of these introductory notes. First, however, we provide a necessarily selective
contextual background to the vocational training and education debates characterising policy
development in the European and North American contexts. The importance of Employee
Development learning programmes, we suggest, has to te situated within this wider context in
order for their significance to be properly appreciated.

b




Introduction

Vocational Education and Training

In a period of economic recession and increasing competition at a global level, governments
throughout the West voiced their concerns over the nature and extent of vocational education
and training (VET). In the last decade, the belief that VET is a key factor, if not the key
factor, in explaining differences of international economic competitiveness has become the
received wisdom. The need to participate in the high quality, high value added product
markets has been endorsed by nearly all political parties. In contrast to what some
commentators have labelled 'a low skill equilibrium’, whereby the demand for skills is relatively
limited and unsophisticated due to existing industrial processes and products, the opposing
viewpoint stressed the importance of higher investment in technological research and
development. Economic policy formation in the 1980s, especially in America and Britain,
was dominated by 'supply-side' considerations, such as institutional rigidities in the labour
market. Flexible working practices, expressed through 'functional flexibility' or ‘multi-skilling'
have figured prominently in prescriptive solutions to deepening economic problems
throughout the Western economies.

National governments are, hoever, only one of the actors seeking to influence developments
and shape cuicomes from VET activity. Other agencies too have a stake in the efforts aimed
at the improvement of human capital within an organisation. If the overriding concern of
national governments throughout Europe and North America is with the role of VET within
macro-economic polity issues centred on competitive advantage, it is not the case that the
other actors necessarily share this agenda. For the employers, for example, their primary
objective is likely to be the improvement of employees' ability to perform certain tasks.
Improving particular 'competancies' rather than the development of transferable skills within a
knowledge based perspazctive is likely to be the priority. There is also the choice of recruiting
the required skills from outside the wokplace and thereby minimising the training efforts and
costs. In contrast to both governments and employers, employees will be interested in
increased financial returns resulting from their training. A quick review of the VET literature,
however, indicates the failure to recognise the varied, and often, contradictory agenda's and
strategies resulting from the interplay between these three agencies. The reality of training is
of far greater complexity than is generally portrayed in much of the prescriptively-dominated
literature. In particular, the absence of serious and systematic research activity around the
learning experiences and aspirations of the employees theinselves is particularly noticeable.
Our owu research work with employees in the UK retail sector has illustrated the limitations of

the traditional employee stereotypical perspective centred on pecuniary gain (Forrester et al,
1994).

As we noted in the Final Report (Forrester, Payne and Ward, 1993)

'the crisis of UK adult training policy as it emerged in the 1980s was a crisis rich in
contradictions, ironies, abrupt changes of policy and unintended outcomes. It
increasingly took the form of a moral panic, with the concern to 'do something about the
unemployed' being replaced as unemployment began to decrease in the mid-80s by a
tendency to ascribe all the ills of British industry to a 'lack of training'. By the early
1990s, there was widespread political agreement that improvement in the European and
North American economies skill base was a vital prerequisite for economic success. The
means, however, by which this might be achieved was not subject to the same degree of
consensus. The heart of the disagreement about the means was pointed out by Sheldrake
and Vickerstaff (1987.54): 'We have lacked both the individualistic approach, which
perceives the pursuit of training as a matter of personal investment, and the collectivist
orientation which sees training as central to the general enrichment of society as a whole'.

By the early 1990s, there was an increasing number of studies which critically reviewed the
VET 'truths' which had emerged during the late 1980s. Close examination of the policies and
assumptions informing these policies were produced which challenged the sometimes widely
optimistic claims of government activity and helped account for the overall disappointing VET

4 7
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outcomes resulting from these policies. For those Western governments driven by a wish to
'make markets work better', the absence of any serious analysis of these societal and state-level
institutions impacting on skill levels was particularly worrying. Similarly, the absence of
attention on workplace industrial relations obscured the linkages between macro policy and

micro practice. As Ball (1991.10) noted when commenting on the process of policy
formation,

'the mechanisms of restructuring and the policies which facilitate and legitimise change are
actually brought about through actions and interactions of a whole variety of particular
people and groups. But at the level of social action these mechanisms and the formulation
and implementation of policies are neither smooth nor neat'.

The Widening Debate

As a result of these studies in the 1980s and the detailed information recording Britain's poor
international record in the area of vocational education and training, the debate over these
issues intensified. The focus of much of the disagreement centres on how to improve both the
quality and the quantity of vocational education and training. In Britain, as in other countries
(including Scandinavia, in the late 1980:), much of the discussion was shaped by government
policy interventions in the area. Youth unemployment and training schemes, the weakness of
the compulsory and post-compulsory education systems, the inadequacy or lack of national
transferrable VET systems and the lack of positive attitudes towards training by significant
groups of employers were some of the issues that were subject to government action in
Britain. Vocational education and training continued to maintain a high profile as a focus of
national policy debate of least significance perhaps, in the national debates, were the concerns
raised by adult continuing educationalists outside of the workplace and also, by those
professional adult trainers and educationalists within the workplace. The importance of
employees investing in their own learning and having some ownership and stake in company
training and education initiatives with clearly defined and accepted ladders of progression, w3
emphasised by these commentators. The importance of informal learning within a workplace
environment designed to encourage learning as an integrai part of work was emphasised by the
adult continuing education ‘professionals' but ignored by the more authoritative considerations
of the economists, accountants and government ministers. Above all, repeatedly questioned
the adult learning specialists "what is to happen toc those who traditionally have been excluded
from VET and who quickly learn that workplace training is not for them?" The missing
millions of employees, or the 70% who have had no recent training or education opportunities
at work or elsewhere in Britain, epitomised the failings of 'market-driven' solutions to this
country's 'training scandal' (Keep, 1989). Identifying and overcoming perceived barriers to
participation are not prominent items on the VET agenda. Similarly, the needs and

aspirations of the rapidly growing numbers of part-time workers in the labour market merit
little discussion or activity.

Employee Development learning programmes (EDs) emerged in Britain towards the end of the
1980s and were much influenced by the North American examples from the early 1980s.
Although part of that traditicn concerned with the nature and extent of the skills base, the
motives surrounding their origins and subsequent developments remain complex. In Britain,
for example, there is a far weaker 'joint' element, involving both employers and trade unions
than in the United States (Ferman et al, 1991). Instead, there is, currently, a dominant 'human
resource' development perspective, initiated by the employers and seen as an important
element in a longer term strategic corporate vision. Irrespective of their origins and the
pluralistic arrangements for organising ED programmes, there are an identifiable number of
learning factors which can be seen as overcoming some of the more job-related VET schemes.
The list below, summarised from the Final Report, illustrates some of the more important
issues addressed in ED programmes:
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a)  The opportunity to resume education in later iffe can compensate for negative experiences
of initial education

b)  Flexibly operated ED schemes, especially where Open Learning is a component, can help
break down the barriers to participation in conventional Further and Adult Education
represented by shifi-work patterns

c)  ED schemes allow for the development of employees beyond the limits of training required
for current tasks

d)  ED schemes have particular benefits in unlocking the aspirations of unqualified employees,
especially women

e) ED can begin to tackle the major problem of lack of confidence that many adults experience
in their working lives and beyond

f) ED schemes can help employees prepare for the unpredictable nature of the labour market,
and the possibility of future redeployment or redundancy.

The above factors are concerned with employee's perspectives. From an employer's point of
view, a number of additional factors have been discovered from the research:

a)  Employers hope that employees will acquire a clearer understanding of how their job fits in
with a broader whole firm perspective. This should encourage them to identify with the
firm's overall objectives

b)  ED is part of management strategy tc encourage flexibility, ie. less rigid demarcations, the
ability to take on new tasks, team-work and positive attitudes to change

c)  ED schemes can contribute towards the aspirations of employers to implement equal
opportunity practices

d) EDis a positive contribution towards developing a 'learning culture in the workplace'

e)  ED can contribute towards creating a vibrant internal labour market, which is of particular
importance to employers with plans for future expansion.

Given the recent development of Employee Development learning programmes within
European and North American economies, there is at present a lack of solid and ",ystematic
evaluative criteria on the varied outcomes of the schemes. Despite this serious shortcoming,
anecdotal evidence from a number of research reports have indicated the potential benefits to
the various parties involved in such schemes. Above all perhaps, the schemes point in a

direction that confronts some of the problems outlined by the National Institute of Adult
Continuing Education (1993.4)

'we argue that the (training) targets can only be attained by radical changes in the way in
which education and training in the UK is organised and financed. The targets cannot be
achieved without extending the 'learning community' far beyond those who have
traditionally participated in education and training'.

6
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Case Studies: An Overview

Given that the Conference was held in the UK, it was felt important to provide an overview of
the UK government's approach to learning amongst the workforce. In Chapter 1, Jim Smith

outlines current official policies to learning in the workplace which are based on market forces
and voluntaristic principles.

Given the extensive nature of Employee Development schemes in North America, it is
important to analyse the organisational framework and outcomes of initiatives. Programmes
in the auto industry, in particular, are well known; and UAW-FORD have collaborated with
the University of Michigan in the development and evaluation of the Life Education Planning
Programme under the umbrella of the UAW-FORD Education Development and Training
Programme. These programmes, as Bob Toronto indicates in Chapter Two, have provided
learning opportunities for workers, and also enabled employers, trade unions and educational
institutions to adapt, collaborate and evaluate initintives.

The case study by Margrit Hugentobler and Ruedi Keller (Workplace Learning and Redesign
Initiatives in Switzerland) in Chapter Three is not based on the development of broad-based
educational programmes. In the context of several recent project initiatives, they address the
relationship between technological-organisational redesign, and changes in work organisation,
and employee competence development. They question traditional organisational structures
and the existing distribution of authority and control; and they emphasise both the importance
of closer integration between educational institutions and industry, and the need for pro-active
trade unions.

There has been great interest in Quality Circles (as Urpo Sarala points out in Chapter Four in
the case study on 'Quality Circles as Learning Contexts') since 1962, when they were first
introduced as a new concept for organisational development. It appears, however, that the
relationship between Quality Circles and Employee Learning has not been systematically
analysed. This case study, then, raises interesting questions about the potential and limitations
of Quality Circles and employee learning.

Employee Development schemes should be aimed at all employees in a company. It is often
difficult, however, to gain precise information about participation in learning. In Chapter
Five, the Ford Motor Company's joint Employee Development and Assistance Programme
(EDAP) is described. This has been well-publicised in the UK, and has succeeded in
attracting large number of employees to a wide range of educational opportunities which are
utilised for personal and career development. The case study from Baxi Heating, UK in
Chapter Six on Employee Development illustrates the importance of developing basic
educational and communication skills as one way of involving semi- and unskilled workers in
learning; opportunities. This company was one of several which were involved in research
conducted by the University of Lancaster. This is reported in the paper entitled "Warm Hearts
or Cool Business. Employers' Attitudes to Workplace Basic Skills Programmes'. In Chapter
Seven, Fiona Frank and Mary Hamiltun analyse employers' views on the benefits of, and
barriers to, setting up basic educational schemes in the workplace.

In addition to describing and analysing the aims, outcomes and organisational structures of
initiatives such as UAW-Ford, EDAP and Baxi Heating, it is also important to examine the
processes involved in adults learning in the workplace. In Chapter Eight, Steve Wilkinson

provides an overview of some of these pedagogical issues by drawing on recent experiences in
Scotland.

Finally, in Chapter Nine, there is a report on the University of Leeds Adult Learning at Work
research project which investigated the extent of Employee Development learning programmes
within British companies and explored the varied nature of Employee Development
programmes.
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Chapter One

PERSPECTIVLES ON A LEARNING WORKFORCE

J F Smith, Head of Individual Commitment Branch, Employmeat Department, UK

1
Introduction

In this paper 1 aim to give some perspectives on the UK Government's approach to learning
amongst the workforce. First I shall set out some facts about such learning in the UK in
recent years; second I shall discuss the general shape of the Government's policy. In Britain
this policy is based on market forces and voluntary policies. It contrasts strongly with policies
adopted in the past. It may be profitable for the Conference to compare this approach with
policies pursued in other countries.

Learning amongst the work force needs to be defined carefully. It will certainly contain
learning which consists of training to do particular jobs and tasks in employment. But it
should extend to education in a wider sense as well. It is generally helpful to take a broad
definition, and to regard workforce learning as all learning arranged for employees by the
employer or by the employer in agreement with emplovces. It would not including learning

organised by individual employees to be undertakea in their private time and/or avray from the
workplace.

Background

To see workforce learning more clearly in context it is necessary briefly to review the total

map of learning activity in Britain. Diagram 1 illustrates. The map can be divided into two
parts.

SIMPLIFIED SCHEMATIC MAP OF TOTAL UK LEARNING ACTIVITY

Full-time Education Learning Outside Full-time Education
Upto 16 Youth Training, Training for Work, ESF
Primary and Secondary

(Compulsory)

Further Education Individually arranged learning

16-19 (Non-compulsory) Employer arranged learning

Higher Education Employer arranged learning

18+ (Non-compulsory) Work Force Learning

Other Adult Education Joint Employer-Employee arranged learning

There is no significance in the relative size of components in the diagram.

I (The views of the author are personal and do not reflect the views of the Employment
Department or its ministers)

11




Chapter One

The first part relates to full time education, principally for young peogle prior to entering the
world of work. This breaks down into four elements. First there is primary and secondary full
time compulsory education which ends around the age of 16. Then there is education
available from 16 to 18 or 19 on a voluntary basis. This phase of education can be undertaken
in schools or further education colleges. Thirdly at the age of 18 or 19 a minority of young
people can go on to higher education in universities. Finally there is a residual (but still
important) category of adult learners who are supported more or less full time by the State.

Although leamners can privately purchase education in all these levels, most do not; for these,
right the way up to first degree university level, the State will fund the learning process. Up to
the age of 18 or 19 young people normally reside with their parents and education is free for
all who want it. In higher education up to first degree level the Government has in recent
years introduced an element of loan finance alongside grant funding.

The second part covers all learning going on outside full time education in the world of work
and non-employment. Here there is State provision for learning in the form of the Youth
Training scheme for people 16-18 who have left full time education and who wish to pursue
work-related training for a national vocational qualification or equivalent. In addition, there is
a major training scheme available for longer term unemployed people, called Training for
Work, recently supplemented by a parallel programme called Learning for Work. Training for
Work offers work-related training with the primary intention of getting peopie back to work.
It also offers work experience. Finally there is a substantial programme of training for
unemployed people supported by the European Social Fund.

All the rest in this secoud part of the learning :nap is either learning arranged by individuals, or
learning arranged by employers or by employers an- employees jointly, ie workforce learning.
Learning in both categories can be acquired from universities, colleges of further education
and other educational institutions, or from the private sector.

In this particular context we are concerned only with workforce learning, ie the bottom right
hand corner of the Diagram. Such learning - as befits the highlighting - bulks very large in the
totality of all learning outside full time education. Very little Siate subsidy sustains it, and the
vasi majority of fees are paid for by the employers. It consists very largely of initial training,
eg apprenticeships or induction training, and job specific training. Learning which is devoted
to basic core skills, or broadly based education, or learning which has a leisure objective are all
elements which can be found onr the map. But they are relatively small against the more job-
specific and skill related learning.

Workforce learning of the kind described brings two sets of preferences into play. There are
employers who quite properly are keen to pursue the economic interests of their companies
and organisations. There are also the employees whose preferences cover not only in-
company benefits, but wider questions of job or personal satisfactions, or labour market
possibilities with other employers. Effective arrangements for workforce learning have to

balance these two sets of preferences. At present employers interests strongly predominate in
the mix.

Some key facts about Britain

What do we inow about workforce learning in Britain? The best available evidence is still the
national survey done in 1987, published as 'Training in Britain Individuals Perspectives' in
1989. This study was conducted by the Policy Studies Institute for the Employment
Department. 1t involved around 2,500 personal interviews of individuals, and collected a large
amount of useful data on their participation in vocational education and training.

This survey found that around one third of employed persons interviewed had had some
experience of vocation education or training on a wide definition in the previous three years.
Some three quarters of this total learning activity was arranged by the employer and the vast

12 14




Chapter One

proportion of it was also paid for exclusively by the employer. In other words the proportion
of workforce learning arranged and paid for by individuals was {and still is) very much in the
minority. The employer's wishes seem extremely significant.

Looking at spells of employer-arranged vocational education or training lasting longer than
three days, the survey showed that 30% of the learning related to the existing job, and 10%
only related to new occupations and activities. The learning is therefore very focused and
specific. It is not so much to do with reallocating labour resources into new activities as with
helping people who are sitting in particular jobs to do them or do them more effectively.

Looking at a breakdown of the 90% relating to the particular job, some two thirds is focused

on helping employees to do their jobs better or differently, and only one third on helping them
to start the job itself.

Other salient features of the learning arranged by or with employers can be set out briefly:

a) the vast bulk of the learning consists of short episodes of learning. There is a marked
difference here from learning arranged by individuals which has much longer durations
and greater use of qualifications;

b) half of the learning is undertaken on the employers premises, either at the location of
work or in training premises owned by the employer. only a quarter of the learning is
undertaken at local colleges. If colleges want to pursue a greater role in employer-
arranged training then they need to note that the activity is strongly centred around the

employer,

c) a considerable proportion of the training and leamning is undertaken by more senior
;:;)Sr;kers such as supervisors and professionals. The manual workers get very much

d) young people tend to get rather more than older people;

e) men have a higher proportion of the learning than the women;

D full time employees get more than part time employees,

g) employees in big companies get considerably more than employees in small companies.

These structural facts about workforce learning need to be explained. No doubt there are
cultural and societal influences at work. But to a large extent they arise from the dominance
of the employers' perceived economic interest in setting learning goals.

Even so, there is little evidence that individual employees are very dissatisfied with the pattern
projected upon them by the employer. 85% of individuals in the Training in Britain survey
were satisfied or very satisfied with their recent learning. While just under half of employees
felt they were free to choose to undertake learning suggested by the employer or not, around
half felt they had to undertake the learning at the employer's insistence. Indeed, for spells of
learning greater than three weeks 44% of relevant respondents said that the employer had
asked the employee to stay on in employment in view of the investment being made in them.

Nevertheless employees in general appear to accept or tolerate a high degree of employer
control.

Deep questions of policy arise from this structure of workforce learning. For example:

- it militates against the securing of full qualifications and the greater mobility of labour
which that would bring;
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- ingeneral it does not assign a large role to the individual preferences of employees or
encourage joint decision taking between employer and employee to general advantage.
This loss of mutuality is a significant economic inefficiency in the system;

- there is room also to question the extent to which training effort is devoted to those who
already have qualifications and high skills. Is this a rational economic pattern for
employer investment in learning?;

- it militates against developing a broadly based learning culture in a company, and the
building up of basic skills amongst the workforce as a whole;

- equally perplexing for the policy makers is the fact that in the smaller companies the
amount of workforce learning is very small indeed. Since small companies have been
regarded as the main net creator of jobs in the British economy in recent years, it is a
source of considerable concern that vocational education and training is such a hit and
miss affair amongst the smaller employers.

Understanding the structure of learning activities is therefore an important task. In this
connection it would be illuminating to compare the make up of workforce learning in Britain
with other countries. Do other countries which have strong dependence upon employer
funding for workforce learning have a similar structure of learning? Or do they have practices
and policies which produce a diffcrent balance and spread of activity?

Market failure

As well as being understood, the British system needs to be assessed for its overall results. It
is a system which, although devoted strongly to job specific learning investment, still produces
skill shortages which set in early in any economic recovery, and still leaves many British
companies searching for stronger competitiveness in international trade. In recent years there
has been an emerging consensus in Britain that there has been a substantial market failure in
vocational education and learning arrangements.

It has been held for example that:

a) employers have for many years been inclined to take an unduly short term view of
investment in learning amongst their employees. Training expenditures have been the
first things to be cut in times of economic downturn. Relatively high interests rates
have also left their mark in squeezing the funds available for training;

b) employers are reluctant to invest in vocational education and learning for fear of
‘poaching’. Employers have little or no property rights in investments in learning. It
must be a concern for the employer if the result of investing in an employee's knowledge
and skill is that the employee leaves for a job elsewhere;

c) British firms have traditionally not created a strong learning culture on the shop floor.
Identification of skill needs is therefore less efficient than it need be;

d)  the proportion of employees with undeclared serious deficiencies in core skills of
literacy and numeracy reflecting earlier failures in the full time education system - has
seriously hampered employers in developing more flexible work practices;

e) wage differentials and other tangible rewards available to employees as a result of
acquiring and practising new levels of skill have not always produced a sufficient
incentive for the individual worker to seek participation in new learning;

f) the national system of qualifications has been chaotic and uncoordinated and much of
the learning financed by employers has not achieved certification and recognition;,
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workers with clearly recognised endowments of skill and knowledge have not been able
to move around the economy with the flexibility and efficiency which a fully applied
system of modern qualifications should bring.

Factors of this kind go some way towards explaining why in the late 1980s, only a third of
employers in the Training in Britain survey could report an experience of vocational education
and training in the previous three years. The volumes of learning have been inadequate, and
the volumes achieved have not been obtained in a manner which greatly facilitates flexible
allocation and reallocation of labour resources between competing uses.

Some secular improvements

Happily there are some signs that improved practices are percolating through the British
system.

There is, for example, scme evidence in the recently published Employment in Britain Survey
that total participation in workforce learning may have been rising fairly rapidly in the last few
years. It could be that the participation rate is now around 50% rather than the third quoted

above. This same survey also shows how greater innovation - mainly in the form of IT-based

processes - has been sweeping through much of British industry and commerce, generating a
demand for updating of skills.

There is also some evidence that the well established fact of training expenditures turning
down in recession may now be giving way to a greater robustness in employers' training
budgets. According to the Labour Force Survey, vocational learning has held up well in the
recent recession. This could be evidence that employers are more willing these days to
compete on the basis of workforce skill and quality. If so, that is good news for learning in
and around the workplace.

There is also a much greater involvement by employers in learning and education at all levels.

The colleges in Britain are now much more commercial in their approach, and anxious to build
new markets with employers in their areas.

Importantly there is now some evidence, again in the Employment in B-iiain survey, to
support the view that the fear of 'poaching’, which has been used to explain a good deal of the
under-investment in learning by British employers, may now be less powerful in the modemn
economy. There has been a secular trend towards 'flatter' structures of organisation in British
companies. In these circumstances employers quickly discover that if they have inadequate
learning policies they find it difficult to get good people to join their companies. It is not that
employers are worrying only about people leaving their employ. Over a run of time they have
to balance the 'ins’ and the 'outs'. It is increasingly held that overall the learning company can
normally establish a stronger workforce and a stronger competitive position in the market
place with lower staff turnover than an employer who does no training or arranges no learning
for fear of losing existing employees. If this is true it is indeed a helpful trend.

Specific acts of policy

Despite these indications of improvement, there is a long way to go, and the UK Government
is still very seriously engaged in trying to make the workforce learning market operate more
efficiently. Indeed that is the very essence of its policy overall. In recent years it has launched
a number of very specific policies designed to improve the market further.

The cornerstones of its 'market forces' approach are several:

a) first of all the Government has almost completely abolished the Industrial Training
Board (ITB) framework set up in the 1960s. This framework sought to overcome the
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b)

d)

g)

'market failure’ of employers by means of levies on undertraining companies. These
levies were backed by statutory provision, and were fed through to industrial training
boards which supplied courses and opportunities for the particular industries
concerned. The Government took the view that this system had failed. It was
bureaucratic in practice, and removed the decisions about the supply of learning
opportunities too far from the employers and the employees who were the customers.
The ITBs have been replaced by non-statutory sectoral training bodies which facilitate
training in their chosen sectors and industries on a voluntary basis;

the Government has set up a new system of modern qualifications, the National
Vocational Qualifications (NVQs). These qualifications are formulated by Lead
Industry Bodies, ie orgarnisations of employers in each major industry, which define
clearly what competences need to be build into qualifications. These modern
qualifications are based upon 5 levels and at each level are divided into separate units.
They are designed so that competence can be demonstrated and assessed in the
workplace. The new qualifications are progressively replacing old vocational
qualifications, and are now in principle available for over 80% of employment in
Britain up to level 4 (technician level). Scotland has its own system which runs in
parallel with the NVQs in England and Wales;

the Government has invested extensively in the development of open and flexible
learning techniques. There is now a substantial industry of providers of low cost
flexible learning materials;

in recent years the Government has been seeking to extend quality-assured career
advice and guidance functions for adults. Such guidance is a prerequisite of an
efficient learning market. Advice and guidance has been available free for school
leavers by law. Adult provision on the other hand has been patchy and of variable
standard, and has lacked State funding on any scale. In its new Gateways programme
and the Skill Choice initiative the Government is working to develop a market in adult
guidance through use of vouchers and new quality standards;

the Government has introduced new standards for employers, which will entitle
employers to the Investors in People award. These are publicly assessed
organisational and procedural standards which require that the employer should
demonstrate a clear link between the economic objectives of the company or
organisation and the training of individual employees, and that the organisation should
also demonstrate the ability of the employer to involve the employees creatively in
training or learning arrangements. The Government is seeking to encourage empioyers
to commit themselves to these standards throughout the economy;

the Government has set up national targets for volume achievements in education
and training, both for young people and for adults. These national targets set
demanding medium term goals for the nation to achieve. They can serve as a
benchmark against which the product and efficiency of the total learning market in
Britain can be measured;

finally, the Government has created new Training and Enterprise Councils to serve
as its delivery arm in localities and regions throughout England, Wales and Scotland.
These Training and Enterprise Councils (TECS) are private companies which contract
with the Government to deliver the Government's training programmes for young
people and unemployed people and to pursue a large number of local initiatives in
training and economic development. These TECs (known as LECs in Scotland) are
managed by leading business people, who can apply the resources which they obtain
from Government to the local economy in ways which reflect the needs of the local
economy. The system of TECs and LECs was introduced in 1990 and now serves to
underpin the whole set of ‘market forces' policies being pursued by the Government.
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This list of key policy initiatives envisions a free and flexible market place in vocational
education and learning, where the bulk of resources to support demand are raised by

employers and individuals, and where the public intervention primarily consists of oiling the
wheels of the market process.

Will it work?

A key question then for this Conference is whether this reliance upon improving market
processes rather than on intervention or State funding is working, and will work in the future
to produce greater competitiveness and more efficient allocation of labour in ihe British
economy. I'would like to demonstrate the answer with yet more facts. But the truth is that
many of the interventions listed above are still new, and it will take several more years for
them to be fully deployed. it is therefore not possible to measure success fully at this stage.

What I can do is offer the thought that the policy as a whole is consistent and logical and that
conditions for its success are now more propitious that any time in recent years. Indeed it is
fair to observe that, on the basis of voluntanistic policies, the training agenda is rising in Britain
and that with over 100 TECs and LECs spread across the whole of Great Britain there is now
a much clearer focus than ever before of minds and hearts towards producing a learning
cutcome for Britain which will fit its status as a major trading economy.

While we are waiting for longer term answers to emerge, things are not of course standing
still. For example, the Government is already taking steps to broaden the whole system of
modern qualifications to create more options for learners. A new kind of qualification, the
General National Vocational Qualification (GNVQ), is being introduced to fill the gap
between academic qualifications and national vocational qualifications. Work is also going on
in Government and in discussion with TECs on a new strategy to make the vocational learning
system more user friendly to customers, be they individuals or employers. Stronger customer
rights, wider use of vouchers to translate State funding into individual purchasing, and
developments in own finance and individual tax relief are all part of this approach.

Within industry there is also keen interest in the development by large companies of employee
devel~pment schemes for non-work related learning led by employees funded by transfer of
resources from the employer which can serve to develop a learning culture amongst employees
who previously may have been antipathetic to further learning. This is an exciting
development, strongly encouraged by the Government.

Within the world of higher education and further education there is now considerable interest
in developing credit accumulation and transfer system which will help people to learn
progressively and to switch between one course and another more readily.

Important also are developments in APL (Accreditation of Prior Learning) which is a key to
bringing into the light of day skills which are latent and unrecognised in the workforce and
amongst people seeking to return to employment.

Much of this emerging agenda fits in very well with the non-interventionist policies promoted
by the Employment Department. Some of it would wither on the vine if the more
interventionist route should be taken.

For those therefore who argue that theve should be greater State intervention in workforce
learning, through new State funded entitlements or levies or taxes or enforced saving for
learning purposes the burden of proof becomes progressively harder. They would have to
demonstrate that the financial problems of greater State intervention, and the bureaucratic
problems of new directive mechanisms can be solved in such a way as to produce a better

result than this widening display of market-based policies. It will be for the Conference to
take a view on the chances of that.
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Chapter Two

THE UAW-FORD LIFE/EDUCATION PLANNING PROGRAMME:
AN EIGHT YEAR PERSPECTIVE

Introduction

This paper focuses on an educational advising programme for automotive workers which is
jointly sponsored by the United Auto Workers (UAW) and the Ford Motor Company. This
programme, the U4 W-Ford Life/Education Planning Programme (L/EPP) is one of the
worker-education and development programmes under the umbrella of the UAW-Ford
Education Development and Training Programme (EDTP). Throughout this paper the
acronym EDTP and the term 'adult education' are used synonymecusly to refer to the
educational programmes for UAW-represented Ford employees. The EDTP Programme is
administered through the UAW-Ford National Education, Development and Training Centre
(NEDTC), referred to in this paper as the 'National Centre.'

The Life/Education Planning Programme is unique in that the National Centre contracted the
University of Michigan (UM) to recruit, hire and manage a cadre of full-time Life/Education
Advisors (LEAs) who were placed in Ford locations throughout the United States.

2

The Life/Education Planning Programme is fundamental to EDTP. It provides a proactive
stimulus in the form of LEAs who advise workers at plant sites about adult education and
personal development. The UM employs and manages the LEAs, who are the on-site agents
of the Life/Education Planning Programme. The L/EPP Programme is nested within the
EDTP Programme which is administered by the National Centre.

Background

Over the past 15 years, global competition, technological advancement and changes in the
economy have had a powerful impact in the workplace. In response to these sweeping
changes, one of the potentiaily most far-reaching innovations in industrial relations in the

United States has been the development of joint programmes between labour and management
(Hoyman & Ferman, 1991).

In 1982, the UAW and the Ford Motor Company negotiated an agreement that included the
establishment of the Education Development Training Programme, EDTP, the first education
and development programme of its kind to be jointly administered by the UAW and Ford. At
that time the auto industry was in the midst of a severe recession. From 1978 to 1982 the US
hourly workforce at Ford dropped from a peak of just over 200,000 to about 100,000
(Tomasko & Dickinson, 1991). Therefore, the early focus of the EDTP Programme was

2

The author acknowledges the profound contributions made by Jeanne P. Gordus, who directed
this project at the University of Michigan from 1985 until her death in 1990. The author
wishes to recognise the contributions of the UM L/EPP staff, particularly Karen Yamakawa
and Jim Hagerman. The project has been supported by the UAW-Ford National Education,

Development and Training Center, with the co-operation of the UAW-Ford staff, LEAs and
UAW-represented Ford employees.
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alme <. exclusively on the needs of laid-off workers. Bu* as the industry rebounded from
recession, &iitiatives were taken to address the needs of active workers.

The Life/Education Planning Programme w1s developed and launched in 1985 to serve the
needs of active employees. It was developed by the National Centre in collaboration with
Jeanne Gordus at the University of Michigan. The key link between this programme and the
umbrella EDTP Programme is the Life/Education Advisor or LEA. These education
professionals, hired by the University of Michigan and placed on location, provide educational
advising and assistance to workers. While the University of Michigan is the LEAs' employer,
direct functional supervision of their on-site programme work is provided in-plant by joint
EDTP committees. These committees are chaired jointly by two CO-chairs, a UAW
representative and a company representative who oversee and direct EDTP activities.

The EDTP Context

The EDTP Programme focuses on individual worker interests, personal goals and the
educational opportunities available to meet those personal goals. It gives workers an
opportunity to enhance their skills and undertake a wide variety of courses of their own
choosing. The EDTP Programme has many characteristics in common with other UAW-Ford
joint efforts including: local training committees, voluntary worker participation, local
programme flexibility and national support. The programme is funded under the collective

bargaining agreement by company contributions based on the number of hours worked by
UAW-represented hourly workers (Tomasko & Dickinson, 1991).

Components of the EDTP Programme include the:

(1)  Life/Education Planning Programme

(2)  Education Training and Assistance Plan

?3) Skills Enhancement Programme

4 College and University Options Programme

(5) Successful Retirement Planning Programme

(6) Financial Education Programme and

(7)  Targeted Education, Training or Counselling Projects.

New programmes are added from time to time. (For a detailed description of the EDTP
Programmes and the structure of the National Centre, see Tomasko & Dickinson, 1991.)

The EDTP Program was designed to remove many of the barriers to adult education faced by
workers returning to school. Most costs were eliminated by the educational benefit available
to each worker which is renewed annually. Travel time was eliminated by conducting classes
on-site. However, workers must attend classes in their own time. Educational advising and
assistance is provided by the LEA and the programme is focused solely on workers' own
development. It is important to note that EDTP Programs co-exist with, but do not replace
or necessarily complement, company sponsored training programs. The Company continues
to provide job-related training to workers. The EDTP Program was developed for the
express purpose of helping workers improve their lives and well-being through education, in
whatever way they may choose.
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Life/Education Advisors

While the EDTP Program is worker driver and focused solely on what the workers need and
want, the Life/Education Advisors are at its hub. LEAs are proactive in promoting education
to workers, assessing workers' needs and helping them to set life goals which can be met
through participation in education and personal development courses. Their major
responsibilities include:

(1) providing educational advising

(2)  conducting workshops

(3)  providing educational information

(4)  making referrals and follow-up and

(5) assisting the local EDTP committee in managing the programme on-site.

Advising and Social Support

LEAs are at the interface between the programme and the worker. They provide the human
touch. They are advisors and helpers, often friends and confidants for workers returning to
education or struggling to stick with courses. Much of their work involves helping workers
navigate the complexity of the educational arena. However, they also provide that element of

social support which some workers may need in order to take the 'leap of faith' into adult
education.

LEAs report that their most satisfying moments come through personal contact with the
people that they serve. Below are comments from some workers about their LEAs:

'Our Life/Education Advisor has been an inspiration to me. She is there for support and

encouraging employees to participate in the Education, Development and Training
Program.’

‘Earning my degree was touch and go. I could not have made it without the help of the
AUW-Ford Education, Development and Training Program and my friend the LEA.'

Gordus, Kuo & Yamakawa (1991) conducted research into the social support phenomenon
aifuded to in these comments. A study was 'designed to investigate whether a social-support
agent, the LEA, could influence individuals to participate in adult education at higher rates
than would be observed .... where appraisal and informational and emotional assistance were
not provided' (p 163).  The results of the study confirmed that LEAs do function as agents of
social support and that this has a positive impact on worker participation in adult education.

Over an eight-year history of the Life/Education Planning Programme, worker participation in
adult education has increased dramatically. LEAs have played a crucial role in stimulating
that participation. Further studies (Employment Transition Programme, 1991) found that:

* on average, workers make four visits to an LEA during their participation in the
programme.
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* the rate of participation in adult education is 2.4 times higher for workers advised by
LEAs than those who do not get such assistance.

* most workers (98%) said that LEAs met or exceeded their expectations for support and

assistance.

Instrumental Assistance

One of the primary roles of LEAs is to minimise situational and institutional barriers faced by
workers re-entering the world of education. This means that in addition to their educational
advising role, LEAs have another more structured, instrumental role. LEAs arrange with
local educational institutions to bring courses on-sife so that workers can conveniently take a
course immediately before or after vork. They co-ordinate educational offerings and flexible
class schedules and conduct on-site course registration. They promote education and become
a primary source of information by providing workers educational information about course
offerings and institutional procedures. In addition, LEAs also collect information from
employees about their interests and educationai needs. This information is then used in
planning for courses which are responsive to those interests and needs.

LEA Profile

Typically, LEAs have completed bachelors degrees or masters degrees. Over 88% of the
LEAs have four-year college degrees. Over 45% have master's degrees and many are
currently enrolled in programmes to enhance their own education. They have strong
educational backgrounds, a high degree of interpersonal skills, excellent communication skills
previous experience in adult education and have familiarity with the admissions practices and
procedures of local schools, colleges and agencies.

)

Hiring and Training

LEA recruitment and hiring through the University of Michigan is 4 comprehensive eight-
week process which culminates in a firal hiring recommendation being made by the joint
EDTP committee at the location to which the LEA will be assigned. A three-week training
programme provides new LEAs with a comprehensive overview of the EDTP programmes
that they will be asked to promote, an understanding of the cultare of joint programmes and a
review of policies and procedures. The training also prepares new LEAs to work with their
local EDTP committees in providing service to workers.

The Range of Educational Offerings

Educational opportunities for workers span a wide spectrum of courses including hands-on
courses; basic mathematics, reading and writing; preparation for high school general
equivalency degree (GED) test; two-year college degrees; four-year college degrees; and
master's degrees. Examples of the array of options made available to workers through the
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EDTP Programme are listed here. This is not intended to be a comprehensive listing but an
overview of typical offerings:

Computers (PCs): Assembly and Maintenance, Computer Awareness, Computer
Repair, Introduction to DOS, Word Processing, PC
Applications.

Credit Courses: Algebra, Composition, Organisational Behaviour, Human

Relations, Leadership.

Home Improvement: Home Carpentry, Consumer Electronics, Home Plumbing,
Home Wiring.

Self-Development: Financial Education, Income Tax Preparation, Personal Success,
Retirement Planning.

Skills Enhancement: Math Enrichment, Reading, Writing and Spelling, English as a

Second Language, GED Preparation.

Vocational Training: Automotive Technology, Computer Integrated Manufacturing,
Consumer Electronics, Floral Design, Furniture Finishing,
Outboard Motor Repair, Small Engine Repair, TV Repair.

Overall Programme Results

In order to monitor the activity of its employees on location, the UM requires monthly reports
from LEAs about their activity. These reports are reviewed by the UM staff, and feedback
provided to LEAs when necessary. The report data are summarised and entered into a data
base. Periodically, programme evaluation studies are conducted and reports provided to the
National Centre. This data measures overall levels of LEA educational advising and course
activity. Trends based on these data show a steady increase in worker participation over the
life of the programme. The results below show levels of Life/Education Planning Programme
activity across the entire UAW-Ford system in the United States. The data are summarised

for the last calendar year, 1992, and cumulative totals provided from August 1985 through
April 1993.
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Item Description Calendar August 1985
1992 - April 1993

* Number of on-site classes conducted 2,749 11,147

* Enrolments in on-site classes 29,077 162,038

* Number of Worker/LEA advising contacts 51,451 271,492
(includes initial and follow-up visits)

* Perccntage of worker population advised by
LEAs from August 1985 to April 1993 59%

Summary of Programme Evaluation Studies

Results of First Survey

In 1986, 7% of a population of about 20,000 workers in eight Ford plants were randomly
selected. Of those selected, 932 participated in a telephone interview conducted by the
University of Michigan. The purpose f the survey was to determine the effect of the
educational advising programme on worker participation in adult education. Four of the
plants had LEAs and four did not. The results showed that worker participation in adult
education programmes was 5.4% in the four plants without LEAs vs. 10.7% in the four plants
that had LEAs. In addition, in those plants that had LEAs the participation rate for those
workers who never consulted an LEA was 6.7%, whereas the participation rate for those
workers who had consulted an LEA was 36.8% (UAW-Ford NEDTC, 1989). Using these
dame data, this improved causal relationship between LEA contact and worker participation
was later confirmed using structural equation modelling (Gordus, et al, 1991; Gordus, Kuo,
Yamakawa & Toronto, 1993).

Gordus, et al (1993) also found that workers' prior level of education was not related to their
participation in education programmes. However, prior education did increase the likelihood
of contacting an LEA. They concluded that prior education level appears to motivate
workers to seek out educational advising which indirectly leads to their participation in
education programmes. They also found that contact with LEAs reduces workers' interna!
barriers to education making it easier for them to participate in adult education programmes.
A measure of internal barriers was created from workers' responses to two survey items:

(1)  itis just too hard to go to school while working, and
(2) it takes too much time from home and family.

Results of Second Survey

A second survey was conducted in 1989. This second survey assessed the impact of
educational programmes on workers' personal lives, families and the Transition Programme
(1991). The results show that an overwhelming majority of respondents said that their
participation in educational programmes, through EDTP, had a positive impact on their
attitude toward education, had a positive effect in the workplace and had a positive influence
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on their children. When w3ked to respond to specific questions the workers answered as
follows:

95% said that education improved their lives.

93% agreed that education should continue throughout their lives.

93% reported that EDTP had improved educational opportunity in the plant.
88% said that joint union-company efforts were very helpful.

72% reported that their motivation was to be good role-models for their children.
70% said that their participation made their children take school more seriously.

oL N O &S an
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Integenerational Effect

The last two findings along with an accumulation of anecdotal information have stimulated
interest in a potential 'intergenerational effect’, ie an effect of worker participation in adult
education on their children. A pilot study of this intergenerational effect is in progress and a

larger field study will be proposed. Using data collected from bath parents and children, this
study will examine:

worker participation in adult education
parenting styles

parent child communication

the influence of peer groups and
background variables.

nh Wb -

The study will also look at the effects that parents' participation may have on children's

study habits

intent to stay in school

mastery of the educational process and
school performance.

WD

The following two stories are examples that parents have shared demonstrating the apparent
effect on children (Employment Transition Programme, 1991).

T have had a great deal of support at home. My wife has been ever encouraging, my son's
grades have improved in school (we study together) and my daughter has now decided to add
a teaching degree to her other traii:ing.’

"The availability of the education and classes in the plant have certainly changed my life. My
daughter, also a high school dropout, had been inspired by my successes and is nearing
completion of her GED.'

Trends and Pattern Study

Another study was conducted to assess whether there is a 'first time' effect, as many workers
had reported. it was observed that if workers get past the hurdle of taking a first course, they
seem to get hooked on education and continue taking additional courses. Using monthly
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report data from LEAs, an analysis of worker/LEA discussions was conducted. It was found
that workers who come to see an LEA to discuss one-and-only one educational programme
on the first visit, quickly expand their horizons to include discussion of another programmes
on subsequent visits. This study provides the first preliminary evidence for a first time effect
(Toronto, Yamakawa, Iburi & Hagerman, 1993).

How it all goes together

Three major organisations (UAW, Ford, UK) with differing primary missions, found common
ground for collaborative work, ie the personal well-being and ecucational development of
industrial workers. The association between a major labour union, a large automotive

company and a large public University has been rewarding over the eight years of its existence.

This complex relationship is based on a common commitment to improve the lives of workers,
specifically UAW-represented Ford workers. This relationship grew out of the concept of
union-company jointism, a concept which in turn grew out of the necessity for economic
survival in the 1970s and early 1980s. The programme requires of the people that run it a
clear understanding of the concept of joint ventures between Union and Company. (An
excellent overview of jointism and union company joint training programmes can be found in
Ferman, Hoyman & CutcherGershenfeld, 1990).

Working Relationships

The successful operation and administration of the Life/Education Planning Programme
requires the management of a complex set of relationships from three differing perspectives:

(1) the university
(2) the National Centre and
(3) the LEA.

The complexity of the working relationships between active parties in this joint effort should
not be underestimated. These relationships demand continuous attention and nourishment, as
a regular part of the administration and operation of the programme.

The University's Life/Education Planning Programme team must manage four primary
relationships:

(1) those with the L/EPP team at the National Centre which is geographically removed from
the University

(2) the LEAs in the field who are also geographically removed from the University

(3) the indirect relationship with the Co-chairs of the in-plant, joint EDTP committees who
share in the supervision of the LEAs and

(4) the administrative relationships within the University itself.




Chapter Two

The National Centre's L/EPP team manages four primary relationships:

(1) the UM L/EPP team which is geographically removed

(2) direct programmatic relationship with the LEAs in geographically removed locations
(3) indirect relationship with joint EDTP Co-chairs at the plant site and

(4) internal relationships within the National Centre.

Now the LEAs must be aware of and manage five primary relationships:

(1) the University and its requirements

(2) the National Centre and its requirements

(3) the joint EDTP Co-chairs and their requirements

(4) relationships with local schools, colleges and other providers who bring courses on-site

and

(5) above all, their relationships with the workers whom they serve and for those benefit this
entire structure has been built.

The development of the Life/Education Planning Programme required the commitment of
everyone from three diverse, highly structured institutions. They had to shed traditional
thinking about organisational philosophy and structure and create a coalition of people,
accountable to different organisations, that could step outside the bounds of their
organisations and work in a joint relationship tc achieve a common goal. In human terms
alone, this was no small task. But it has been achieved. This is a truly unique arrangement

and the Learning/Education Planning Programme has been a very successful experimental
venture.

Summary and Conclusion

The UAW-Ford NEDTC, which was created under a union-company negotiated agreement in
1982, contracted with the University of Michigan to deliver educational advising services to
UAW-represented Ford workers in 1985. This was done when it became apparent that
establishing the EDTP Programme and making its resources available to workers did not
ensure that they would take advantage of them. Hence, under the auspices of the

Life/Education Planning Programme, the role of the on-side advisor, the LEA, was
established.

The Life/Education Planning Programme is in the forefront of labour/industry/education
co-operation and co-ordination. It was the firs of its kind spanning three different fields of
endeavour. Each step required thoughtful problem solving, planning and implementation.
The key to success includes the following factors:

focus on the individual interests and goals of workers

provide workers with the resources and means to achieve their goals

involve union, company and university people in all aspects of the programme.

place highly-qualified, well-trained LEAs on-site to provide workers professional
guidance.

develop relationships with education and training organisations to bring courses on-site.

®* * B ¥
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The integration of these basic elements resulted in a programme which had a positive effect on
the personal lives of UAW-represented Ford workers in a relatively short period of time.

The Life/Education Planning Programme has been, and continues to be, a very exciting
experience for those involved in it. For the University, it has been an exceptional opportunity
to conduct research while implementing an educational advising programme. Research
studies have explored questions of significance to the programme and tested hypotheses of
value to the fields of education and social science. Since similar workplace education is just
beginning to expand into other industries, its full effect on the education and development of
the labour force and its full impact on the field of education, the social sciences and public

policy are not yet clearly understood. The breadth and depth of these programmes is yet to
be determined.
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Chapter Three

WORKPLACE LEARNING AND REDESIGN INITIATIVES IN
SWITZERLAND

Introduction

The question of ‘what we owe one another as members of the same society who no longer
inhabit the same economy” has only recently come into focus in Switzerland. Long sheltered
from high unemployment rates, declining real wages, and many of the social ills that have
plagued other industrial nations in the last decade, Switzerland is experiencing a rude
awakening. Unemployment has grown from less than 1% to almost 5% within the last three
years (a figure not reached since 1939), bankruptcies are at an all time high. While some
(often smaller) companies are going out of business, a number of big companies are reporting
record profits achieved with fewer employees. At the same time, manufacturing jobs are being
moved to low-wage countries. Business circles blame high wages and too much government
regulation as a major reason for the economic troubles facing Switzerland. This is the very
same problem definition that Reaganomics in the US was built on in the Eighties, trying to
remedy the decline of the American manufacturing industry with tax cuts for the wealthy,
demands for wage concessions, union busting, and deregulation of competition which led to
growing income disparities and a declining standard of living for a large part of American
workers. Others voices here demand a redistribution of work (ie. shorter work week), along
with increased public and private investments in the creation of jobs and in employee skill and
competence development. The challenge of developing a learning workforce in this
perspective is therefore closely connected with the goal of rediicing unemployment and
maintaining a decent standard of living for the working population.

As suggested by the concepts and projects described below, the focus of this workshop is on
workplace learning initiatives that are closely tied to questions of how work activities are
organised and how competence development c2.a be supported rather than on courses or
programs offered in the workplace that bear nu immediate relationship to the reality of a
person's everyday work activities.

Different characteristics of the Swiss economic, social, cultural and industrial relations context

tend to support or inhibit the development and widespread implementation of workplace
learning and competence development initiatives.

Among the factors that work in favour of such projects are:
* an export dependent economy which, in order to preserve existing relatively high wages
and still remain competitive, has to provide high value-added quality products and services

a growing awareness that 'the workplace Switzerland' remains viable only if it can draw on
a competent and highly qualified workforce

a sound basic education system and a well-developed vocational training structure
complemented by technical colleges and university level education programs.

Among the inhibiting factors are:

* certain aspects of the Swiss industrial relations system such as the lack of co-determination

* legislation that would grant unions influence in decision-making about the introduction of
new technology and changes in work organisation, declining union membership, a

traditional labour union focus on wages and narrowly defined issues of working
conditions,

3 RReich. The Work of Nations. New York: Vintage Books, 1992 (p 303).
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a generally conservative attitude and scepticism toward change as evidenced in the recent
vote in Switzerland against joining the European Economic Zone, - the current recession
and rising unemployment figures which, while increasing the pressure for change, at the
same time create fear and reluctance to experiment with and invest in work reorganisation
projects at the firm level.

Adult learning and competence development concepts

The underlying assumption informing the concepts of adult learning and competence
development of interest here is that human development is a lifelong process in which people
continue to change their beliefs and values, adding to their store of knowledge and skills as
long as they encounter new experiences in pursuit of various life goals and interests.
Competence therefore is not some specific type of knowledge or a set of skills or abilities.
Rather it is defined as a person's capability to organise and effectively use cognitive, social and
behavioural skills to achieve his/her goals. Since most adults spend a large portion of their day
engaged in work activity, the design of work experiences and tasks can either enhance
opportunities for learning or inhibit such learning potential, depending on the specific features
that characterise a person 's work.

The process of individual and collective competence development is intertwined with social or
systematic changes. Mastering new competencies thus requires more than education and
training, but needs to include changes in tasks and social relationships, as well as in
communication, co-operation and influence patterns in the workplace. As learning is
translated into behavioural competencies through practice, competence development requires
the active participation in the learning and redesign process that allows people to gain insight
into the nature of technical and organisational interdependencies between their work and the
work of others. It also implies influence over the outcomes of such change processes to
assure that such changes are in line with their basic interests?.

In the context of the project initiatives discussed below that address the relationship between
technological/organisational redesign, and changes in work organisation and employee
competen e development, the socio-technical system theory concept of the joint optimisation
of the technical and social system is of importance. Changes in work organisation are aimed at
team-based work forms oriented toward:

* activation through task orientation (meaningful work activities that allow for self-reliance

and co-operation and provide opportunities for new learning, etc.)

self-regulation (having the resources and competence to solve problems where they occur)

appropriate interdependence of individual tasks (relationships to sub-activities are obvious,
co-ordination within the group is assigned to the group, etc.).

4 For a more extensive discussion of the theoretical basis and practical principles of adult
learning and competence development through the active participation in work design
activities, see F. Frei, M.. Hugentobler, S.J. Schurman, A. Alioth, and W. Duell, Work

Design for the Competent Organization. Westport, CT: Quorum Books, Greenwood
Publishing Group, 1993
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The design of individual work activities is to be guided by the two principles of variable and
developmental job design’. The first principle takes the existence of differing preferences into
account, that is, the possibility for the individual to choose among more individual or group-
based activities, more or less responsibility and more or less demanding work activities. The
second principle is based on a developmental perspective that assumes that a person's needs
and preferences may change over time and that work assignments and demands should be re-
evaluated periodically in co-operation with the individual.

These concepts and principles of competence development and work organisation are
extensively discussed in the publications by Eberhard Ulich and his collaborators¢ at the
Institute of Work Psychology of the Federal Technical University in Zurich, who have been
involved in various roles in the project initiatives described below.

Project Initiatives

While employee learning and competence development is a central aspect in the projects and
case studies discussed here, they have different goal foci and involve different actors and
different levels of intervention.

1. The CIM Action Program

The CIM Action Program was launched in August of 1990, following a policy and funding
decision by the Swiss legislature and Federal Council (highest level executive body). The
broad goal of this initiative is to strengthen the competitiveness of small and medium size firms
in Swiss industry by means of supporting the design, planning and implementation of future-
oriented, technologically advanced production systems and structures while simultaneously
fostering qualification and competence development through educational institutions as well as
at the firm level. The publicly-funded project duration is six years.

Though more than 506% of the Swiss production companies are currently utilising various
components of computer integrated systems in production planning and material handling,
design and manufacturing, a variety of problems is surfacing in conjunction with the
introduction of these new technologies. A survey of 900 firms indicated that, while the most
frequently mentioned single problem item related to difficulties with the technology itself, 88%
of the responding firms mentioned problems with aspects of work organisation, employes
qualification, acceptance of technological change, etc. The fact that 85% of the firms report
no changes in work organisation structures, independent of weather they recently introduced
computer integrated system components, suggests the prevalence of technology-oriented
conepts focused on the acquisition of new technologies rather than on the joint optimisation
of technology and work organisation structures’. A number of such projects have acquired an
unflattering reputation as 'CIM ruins'.

The CIM project is to address the following problems the lack of qualified employees at all
levels, the lack of concepts and practice-oriented, proven design models for organisational
restructuring that integrates the introdustion of computer-based systems at the interface of

5 E. Ulich, Psychologie der Arbeit. Management-Enzyklopadie, Band 7, 1984,
Landsberg: Moderne Industrie (pp 914-929

6 For an overview of the work of F Ulicii and his many collaborators (dedicated to F Ulich on
the occasion of his 60th birthday), see: F Frei und 1. Udris. (Hrsg.) Das Bild der Arbeit.
Bern/Stuttgart/Toronto Verlag Hans Huber, 1990.

7E. Ulich und H. Schupbach. CIM in der Schweiz - Konzepte und Analysen, Technische
Runcschau, Bern:Hallwlag. 1991.
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human needs, work organisation and technology It is aimed at the optimisation of human
performance (work activity, competence), technology and organisation. The project is an as
yet unique joint effort by the national and state governments, interested firms as well as
technical colleges and universities. It involves the creation of seven regional CIM education
and consulting centres linked to a network of close to 100 vocational and technical colleges
including universities, a large number of collaborating firms as well as contacts to various
business and labour associations. The activities of the CIM education and training centres for
the three-year start-up phase (1990-1992) are funded at a level of 91.5 million Swiss francs,
the lion share of which comes from the federal (39%) and state governments (49%). The

three program components are: continuing education, praxis-based research and development
as well as technology transfer.

The CIM Centres are independent regional organisations each with a somewhat different
technology focus. Their key activities so far encompass:

*  Development of education and training modules to be integrated in the curricula of
technical colleges' post-graduate courses for technical and engineering professional and
for graduates of vocational apprenticeships.

Seminars and information workshops for managers and technical experts of small and

medium size firms aimed at information and technology transfer and the active long-term
involvement of these participants.

Pilot projects in selected firms focused on the design and simulation of implementing
various CIM components

Technology transfer through the collaboration of industry experts and university
personnel in courses, seminars as well as consulting activities with individual firms.

Selected research projects partly with an international component involving the Europe-
wide research and development network.

Preliminary assessment:

While it is too early to evaluate the success and impact of this project, informed
observers/participants offer the following comments:

Positive developments:

* Broadening perspectives and a more interdisciplinary focus in the training and education of

technical experts (various engineering functions) and managers at the university level. For
examples The Federal Technical Institute has added to its engineering education
departments (with a traditional technical focus) a curriculum for production management;
the management training curriculum at another university now includes more technical
know-how. (This is particularly relevant as many Swiss firms have a reputation for
manufacturing good products and for effective product development processes, but often

have problems with work flow and work process integration and qualification
development).

The CIM program strengthens the links between technical colleges and vocational training
institutions and industry (integration of theory and practice) and introduces important

work psychology concepts and principles of participatory approaches to work organisation
and competence development.

Even though there is great variation, some excellent continuation education modules have
been developed and are experimented with at some colleges.
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Difficulties and limitations:

* There is growing pressure from industry on educational institutions, however, many firms

focus too much on technology transfer at the expense of a more integrated, systemic
perspective of organisational change.

The number of truly innovative change projects is very small. in part because such projects
would require the questioning of traditional organisational structures and the existing
distribution of authority and control.

2. The QUBI Project

Impetus and goals

This is a five-year project initiated by the Swiss metal and watchmaking industry workers
union (SMUV) that has been funded by the federal government within the broad framework of
the CIM Action Program described above. It has its origin in the union's concern that the
regional CIM centres might pay insufficient attention to questions of the quality of worklife
and social innovation in organisational restructuring processes and that, without additional
funding, the union's existing structure and resources would be insufficient to play an active
role in the broader CIM initiative The QUBI project started in the fall of 1991. Its goals are to
develop competence and knowledge among rank-and-file and firm-based work council
members as well as union representatives on questions of social/organisational and
technological innovations in order to be able to develop their own proposals for the design and
implementation of such innovation projects at the firm level. The focus is on the development
of documentation, guidelines and instruments that allow for the analysis of the relationships
between work organisation, technology and employee competence development.

Context: work organisation structures in small and medium size firms.

95% of Swiss firms ar